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Preface 

This is the first edition of INTER-EDU RECIPES 

NOTEBOOK. The handbook is intended as a basic text for 

project management officers, in particularly research 

administrative staff and scientific staff dealing with 

administrative issues. The handbook is created upon both 

educational and experienced gained knowledge and 

contains solely individual practice. Therefore, it is designed as 

a know-how handbook in educational project management. 

The first part of the handbook refers to pre-award 

phase, the preparation phase of a project proposal. It 

contains all the important relevant segments and 

significances in this stage of project preparation. The second 

part of the handbook includes the implementation and post-

award phases, focusing on step-by-step important aspects of 

project implementation during project life-span and beyond 

encompassing audit and project sustainability and 

maintenance. The third part presents the project 

management in a nutshell.  

The handbook is written in a lively, creative style with a 

purpose to represent the role of the project coordinator and 

administrator more accurately, to facilitate in daily issues and 

to reach more people directly or indirectly dealing with 

project management. If you are dealing with project 

management we hope that you may pause in reading one 

of the twenty-two recipes and think: “Yes that happened to 

me”, or, more important, “Yes, I’ve felt like that”, or, most 

important “Yes, I believe this handbook can work for me, too”.  

Marijana Dimitrova 
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1.1.                     

 

Good organization from the start is what makes a good start. So, 

you want a project, but you don’t know where to start? Start by exploring 

the opportunities.  

There are plenty of open calls in the moment, there are many that are 

closed, and as much planned. Find the right funding opportunity for you. 

 

There are numerous calls published on the EC web site 

https://ec.europa.eu/info/research-and-innovation/funding/funding-

opportunities/funding-programmes-and-open-calls_en  All the 

announcements are well organized and you may refine your search by 

key word, topic and target beneficiaries so as to find the right call for your 

project proposal. You may also have an outlook of previous open calls 

and the ones planned ahead. Make sure you make notes in your 

calendar! 
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https://www.up2europe.eu/ is another web site where you can find many 

information about current open calls, but also partners. 

Another option would be to subscribe for a news bulletin, and to follow a 

social page.  

Apart from this, make sure you follow your national open calls, usually 

published by the Ministry of Education (or the relevant authorized body 

as per your target). The foreign embassies in your country also offer 

funding opportunities, so make sure you visit their web-sites often as well.  

And, the most important part- networking! 

Be active and unstoppable in your search, and the right call will find 

you! 
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Whatever info you find useful, make sure you share it with your team. 

You may create a mailing list and share the information electronically with 

all of them at once. Or, you may publish it on your social page (if you 

have one).  

But, now and then, try to organize an info session in order to raise the level 

of the circuit of information. Info sessions are great: they strengthen your 

network, they keep your team active, and they support you in the search! 

Make sure you organize regular info sessions to introduce your 

team/surrounding with what you got to. Set the time and date and go for 

it.  

Try to avoid the busy working hours (exp. setting an info session after lunch 

or during the second half of the working time is an extra idea). During the 

info session you may wish to make a summary of all the findings from your 

search and present them at once. It’s ok if you’ve already informed about 

some of them previously, go back to them again (if they are still open), 

but make sure you include some fresh info as well.  

The info session doesn’t necessarily need to take you a lot of time. 

Even better- why not make it formally informal? This will save you time and 

help build up your team. Instead of preparing a formal presentation and 

a one-way information, you can make an informal session where you will 

share with the team the calls that you’ve picked, you can define together 

the most relevant ones and you can direct and trace the path of the 

future exploring.  

Whether you had a formal or an informal info session, always make sure 

you send a follow up by setting up open discussion hours. 
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We are all different, and we take different approaches in our lives. 

Therefore, set open discussion hours for your team during which you will 

spend some time for a profound individual discussion about the funding 

opportunities with members of your team.  

Following the info session, send a follow up for open discussion hours. 

The ones really interested in working on a project proposal would come 

to you and would like to further discuss the open call, the possibilities, and 

the entire process. Make sure you prepare well by asking them about the 

particular call they are interested in, and take notes of the discussion. Be 

prepared as much as you could to give the right answers (contact your 

NCP for assistance if there is a need), but also ask W-questions feedback. 
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So, now you’ve defined the most relevant call for you and you have 

people interested in working on the project proposal. 

Good point! Let the team work blossoms! 

Be the driving force (someone has to be that one  ) and organize a 

brainstorming session/s. This helps you strengthen your team, facilitates 

the work, and there is never as much fun as is in the creation of something 

new.  

A new idea to start up, develop it, and eventually to work upon it. 

Ask your team for a brainstorming session. Preferably, meet at a 

convenient place to discuss about the idea and the relevance of the 

idea for your possible project. But, you can also set the brainstorming 

session virtually as well (via Skype). Discuss all the relevant ideas and pick 

the best one! 
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No man is an island. You need a team to work on the project 

proposal. You need partnership. The first thing to do is to check the call 

requirements (number of partner institutions, their role, and the criteria for 

partners [exp. type of institution/ country etc]). 

Are you the cosmopolitan having friends and colleagues all around, so 

you’ll easily create your project proposal partnership? 

Or, are you more introvert and you need some help with the 

partnership? 

Don’t be afraid to ask for help and assistance to build your entire project 

team. Spread the word and you’ll soon learn how many of your 

colleagues have other colleagues who know colleagues who would be 

willing to work on your idea.  
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Sit down and prepare one clear and concise info email about your start-

up team, your project idea, your project objectives and the partnership 

you search for.  

Depending on the feedback you may need to validate your partners 

(exp. prepare Contracts for cooperation, make sure your potential 

partners are registered in the Participant’s portal (if you are applying for 

an EC project), or that they fulfill the criteria indicated within the call for 

proposals). 
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One step ahead of a new starting point. By now you have defined 

the funding program, the proposal idea, you have created the project 

partnership. 

Time to take a deep breath and make a good plan because the real 

work is now knocking on the door.  

Set a meeting or conference call (if you have distant partners) and 

discuss the next step together. Ask them about their skills and preferences 

to include themselves in the project proposal phase. Be sure that you’ll 

need administrative work to do (prepare, distribute and make a record 

of all the administrative documents required with the call), but the project 

proposal should also be created. Calculate the time and resources and 

create a detailed working plan to follow in the time to come! 
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Consequently to the working plan, share the tasks and 

responsibilities among your time. Make sure everyone has the correct 

document “Working plan”, everyone is informed about the time-frame of 

the activities, and everyone knows one’s own part during this phase.  

It is important to start working on the project proposal on time, at 

least two-three months before the deadline. That is how you’ll secure that 

a solid project proposal will be created and you won’t rush around 

gathering documents in the last hour or writing parts of the proposal. It’s 

crucial that you clearly set the standards of work and expectations and 

inform your team if there is a period of working under pressure (which you 

should try to avoid in the best scenario).  

The share of tasks and responsibilities is a very significant task. It 

connects the team members, so preferably assign people from different 

institutions to work on the same task and encourage them to 

communicate internally during the completion of the task. Appreciate if 

you have less experienced members in your team who wouldn’t be able 

to contribute more than completing their administrative part only. Give 

them the time and space, yet again, let them join a sub-team and get 

involved in the creation of the proposal.  
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Writing the project proposal means: 

 more hours in front of the computer  

 ideas waking you up from your sleep  

 constant communication and consultation  

 review of literature  

 introducing the writer inside you! 
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During the writing of the project proposal be in constant 

communication with the other members of the team. Make sure your 

project idea is relevant and try to develop and present it in a very clear 

and concise language.  

Don’t use extra technical or picturesque writing style. At last your project 

proposal will be read by another human being who needs to understand 

your point. Keep it simple and rely on the English Project.  

Make sure you fill in all the requested parts of the project 

application. And make your story. Your project idea needs to be related 

to the project objective which will target the project beneficiaries whose 

impact and feedback will provide you measure the project deliverables. 

Enclose this circle by showing the sustainability of the project ones the 

project implementation ends.  

It’s that simple!  
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Hopefully you followed the working plan and time-frame for the 

writing of your project proposal, and after many sleepless nights it’s here 

looking at you from your screen.  

But is this when your worries ended? No. 

This is just a short time for you to go for a long walk, to take a relaxing long 

shower and re-energize until your project is being proofread. 

                     

Yes, a good project proposal is the one which is devotedly written and 

then shared to assigned “experts” in that field (could be other members 

of your team) who would proofread it and give you the feedback. It’s 

valuable and it’s worth it! You’ll receive an instant feedback on your 

writing and consequently you can modify or update some parts of the 

proposal. This makes a strong project proposal. 
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You have defined the right funding program for you  

You have created a partnership and developed a proposal idea  

You wrote the project application, had it proofread and updated  

You have neatly prepared the required administrative documents  

Don’t get stressed. Just click “submit”. 

 

Almost all the project applications today are submitted 

electronically. Rarely there are cases when a hard-copy is required as well. 

Just follow the requirements indicated in the call. And try to avoid 

submitting your project on the day of the deadline. Sometimes the system 

gets overloaded, other times your internet connection may crash down. 

Avoid the unnecessary stress and treat yourself and your team by 

submitting the project at least two to three days before the deadline.  

Make sure you inform your team when the project is submitted and share 

with them the reference number. They may also need it for their archive. 
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Communicate, communicate, and never stop communicating. 

Communication is crucial for the team work and the team itself. 

 

 

The best means of communication is e-mail. Create the project mailing 

list and update the team on the progress of work during this pre-award 

stage. Write short and clear e-mails. Make sure you send constant 

reminders and follow-ups.  
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But also understand that the people in your team are also elsewhere busy, 

so respect their time and efforts, apply flexibility, but make sure the time-

line of the working plan is also being followed.  

You may also create a Viber/ WhatsApp group for instant messaging. This 

lets you move your work on non-formal mode which builds-up more 

creative and relaxed atmosphere in your team. You may also need to 

talk to some people during non-working days and hours.  Anyway, make 

sure you follow the time zones and don’t send instant messages during 

inconvenient time. In case of urgency, make a phone call.  

It is also very important to organize e-conference/s during the writing of 

the project proposal in order to synchronize the writing and synergies the 

team. 
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Here comes the good news: your project proposal is approved for 

funding. 

Spread the news among your team, let the good vibes reach out to 

everyone involved! And celebrate for the good work done and for the 

piles of work ahead- celebrate today! 
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Now that the celebration euphoria is gone, the working euphoria 

comes on the stage. Following the good news of the project approval, 

the project coordinator should start to prepare for the Grant Agreement. 

Your approved proposal needs to be altered into an agreement 

containing next to the information of the proposal also legal and 

administrative details not included in the proposal. The Grant Agreement 

must not differ from the proposal.  

The Grant Agreement can be signed electronically or in a hard-

copy depending on the funding program.  The project coordinator would 

need to provide a new bank account for the purpose of the project.  

Make sure you read the Grant Agreement carefully before signing 

it, and if possible consult your legal office. 
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Apart from the Grant Agreement, the members of the consortium 

are obliged to sign a consortium agreement, which is a summary of the 

consortium’s household rules. The consortium agreement contains the 

description of the action, the estimated budget for the action as well as 

some key points like project start date, reporting periods, amount of pre-

financing, and if applicable third parties linked to the beneficiaries, 

subcontracting etc. To this end, legal, administrative and financial 

information will be gathered from you as a prospective beneficiary and 

any third parties linked to you. The consortium agreement needs to be 

signed by the coordinator institution and each partner institution within 

the project consortium. 

In cases of EC projects, this is the time when you need to register 

your project at the Participant portal. https://ec.europa.eu/info/funding-

tenders/opportunities/portal/screen/myarea/projects 

Some more internal administration is good to be done at this phase, like: 

defining the institutional coordinator and contact person for each 

partner institution, 

prepare internal Forms for Engagement in Activity, 

prepare blank documents for project activities. 

Get ready well. This preparation phase can be time consuming, but a 

good organization in the start is crucial. 
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An effective project implementation requires an utmost project 

time-management. Rare are the cases when the work on the project is 

the only work of a person. In most cases people work honorary or as an 

extra activity to the regular daily activities. Therefore, it is very important 

to have a good time-management. Make it visible! 

 

Based on the project proposal, prepare a general Plan of Activities for the 

entire project life-span by indicating a Ghant Chart for each activity. Then, 

make it a more detailed one by specifying it into a six month working plan 

with a description, time-frame and outcome of each project activity.  

Keep a good record of your project and indicate the important dates in 

your calendar.  Make sure you share all the above documents within the 

entire consortium. 
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The kick-off meeting day/s are just so nice! The entire team is finally 

gathered together and some team members introduce themselves for 

the first time in person.  Make a good agenda for your kick-off meeting 

which will allow you to present the project to the team in details but also 

work on the social aspects of your team and strengthen the networking.  

Involve the project partners in the programme of the kick-off meeting and 

let the working package leaders present their parts of the project. Make 

sure there is enough time to discuss each and every project segment and 

that everybody understands the formal framework of the project. The 

kick-off (and every other) meeting should usually last two to three days. 

The kick-off meeting is just a flow of information, so make sure you 

organize every moment of each working hour. 

Prepare a good agenda and distribute it among the team. 

Give a helping hand logistically (accommodation, local transport 

information, parking provided etc.). 

Ensure enough coffee and refreshments for the meeting working hours. 

Create transparency and trust within the consortium. 

Confirm roles and tasks. 

Create clarity about financial and administrative regulations. 

Teambuilding! If possible, organize a social event. 
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Make sure the cornerstones are laid for your project during the kick-off 

meeting and ask for a consent. Aspects of international collaboration 

apply, it takes effort to make sure that an international group of people 

work effectively as a team.  

Keep records such as agenda, participants’ lists and minutes of the 

meeting. Make photos! 
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The entire project implementation can be time-consuming and 

stressful. Therefore a good time-management and an adequate working 

plan work in the direction of a positive outcome. 

The implementation of the project requires constant 

communication within and outside the project consortium. It also requires 

a lot of administrative documentation and cooperation with other 

departments like financial and legal departments.  

You may also like to have a Data Management Plan elaborated so 

as to make the research data or the intellectual output findable, 

accessible, interoperable and reusable (FAIR) to the beneficiaries. Data 

Management Plans are more and more popular and becoming a 

requirement in the European proposals. They encompass the research 

data collected, processed and generated, as well as the methodology 

applied and the open access guaranteed.  

It is very important to keep records during the life-cycle of your 

grant. The keeping of the records refers to finances (all invoices, contracts, 

accounting records, boarding passes and other evidence) and 

administration (you need to show that you have actually worked on the 

project [data files, lab journals etc]).  

During the project life-cycle the NCP will ask for an audit to make 

sure the project is implemented properly. Get ready for the audit. Prepare 

all the documents, present your outcomes the best you can and openly 

communicate with the auditor.  

Be aware of situations when the entire project implementation may 

be put at risk by some or many partner’s underperformance. It is best to 

establish a Project Steering Committee for unwanted problem cases.  
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In order to secure efficient project implementation, make sure you 

have established Quality Assurance and assigned people to monitor the 

project progress. 
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Some of the projects are a subject of an ethical review. If your 

project is among them you’ll get informed about it before the Grant 

Agreement phase and you’ll be requested to provide independent 

ethical assessment of your project.  

The ethical review falls into two stages: 

-ethics screening, and 

-ethics assessment.  

Ethic experts are involved in both stages. Following the ethical review you 

will receive the ethics summary reports with an outcome on: 

-no ethics issues (no further steps are required); 

-ethics clearance (meaning no further steps are required because the 

proposal properly addresses the ethics issues); 

-conditional ethics clearance (some ethics requirements will become 

contractual obligations); 

-no ethics clearance (meaning the proposal is not eligible for funding and 

will be rejected). 

The ethics review focuses on following issues: 

-human rights and protection of human beings; 

-animal protection and welfare; 

-environmental protection; 
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-data protection and privacy; 

-malevolent use of research results; 

-compliance with international, national or EU laws.  

Please note that even though your project may be initially approved for 

funding, if an ethics review is required, the project is still in the “evaluation 

phase” and depending on the ethics outcome it will or won’t be 

considered for funding. 
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Communicate without boundaries. During the implementation 

phase the communication should be more intensified and broadened 

because the number of team members actually working on the project 

activities will increase.  

                           

Within the project, it is good to have a constant, solid 

communication with the assigned contact person and/or the institutional 

project coordinator.  

But, for an effective implementation of your project, you need to 

widespread your communication horizon. Make sure you keep good 

communication relations with your NCP. Feel free to contact them for any 

uncertainties and doubtfulness, yet, have in mind that your NCP keeps 

track of more projects simultaneously, so try not to overbook them.  

Be open for communication with your target beneficiaries and very 

responsive via the project communication channels. 
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You are requested to disseminate your project results and to reach 

as much target beneficiaries as possible during the project life-span and 

beyond.  

Make a good dissemination plan! 

Your dissemination plan should include info about what will be 

disseminates, when, to whom ,why and how.  

Key message  timing  audience   purpose  method 

The team for dissemination should also bring you up to speed regarding 

open access and other opportunities available. 
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Reporting is significant part in the project management. There is a 

periodical reporting and final reporting. You need to be well prepared for 

all of them.  

Keep a strong record of the implementation of all the project activities:  

General administration (monthly reports, working plans) 

Meetings (agenda, participant’s lists, minutes of the meeting, proof of 

travel, certificate of attendance) 

Realization of activities (time-sheets, forms for engagement in activity) 

Budget (invoices, book-keeping) 

Dissemination (media events, photos, videos, news/bulletin) 

Deliverables (progress in achieving milestones, response to critical risks, 

publications, communication). 

 

Besides the technical part (administrative documents) you will also need 

to prepare a narrative report on the implementation of your project. It 

varies per program per funding. If possible, prepare the narrative report 

together or distribute it among them before submission. 

In order to secure effective reporting, make sure you collect all the 

necessary documents from the partners and get their feedback.  
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Project management is an entire science. It’s not a few-days trip 

abroad and some extra pay. Oh, no!  

Efficient project management requires knowledge, skills and 

competences. 

utmost time-management 

suburb communication skills 

ability to work under pressure 

inter-cultural openness 

willingness to contribute to science and education. 

 

As explained on the pages above, the entire project management is 

roughly “divided” into two phases: 

Pre-award phase (Chapter I), and 

Post award phase (Chapter II). 

Both phases are equally important and inseparable.  

The first one is timely bound with you and your organization of activities. 

The second one lasts for five more years following the actual completion 

of the project.  
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So, what makes a good project management? 

Here is Inter-Edu’s recipe: 

 

INGREDIENTS: 

Resources (both human and technical) 

Ambition 

 

TIME FOR PREPARATION: 

pre-award “cookie” two or more months 

post-award “cookie” varies from six plus onward months. 

 

WHAT IS THE TASTE LIKE? 

Best, when it’s shared. 

 

 

Enjoy! 

 


